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MEMORANDUM FOR: Director of Central Intelligence 


THROUGH : Deputy Director for Management and Services/¥ //cE 
SUBJECT : Equal Employnent Opportunity Progran 
REFERENCE : Your Memorandum for the Record dated 10 April 


1974; Subject: Conversation with Dr. Frank 
Snowden, Howard University, 4 April 1974 


1. We appreciate the opportunity to comment on the content 
of your meeting with Dr. Frank Snowden of Howard University and 
would also like to use this chance to include other observations 
concerning the scope and thrust of the Agency's current ERO effort. 


2, To the Office of Personnel, it would seem that this is 
the first year that increasing the number of black Agency employees 
is being taken seriously by the Agency. This, of course, results 
from your personal expressions of concern about the past record. 
Your determination and commitment to improve that record have now 
initiated an unprecedented Agency-wide receptivity. Assuming we 
can keep this receptivity open and continuing, there will be in- 
evitably a payoff in the increased number of new black employees 
entered on duty. For our part, we are treating black EOD's as 
a matter of top priority. 

¢ ‘ 


3, At the same time, however, we want to ensure that the 
new attitudes and eagerness concerning EEO. do not produce a 
simple "bandwagon" response -- a quickness now to consider and 
even hire black applicants because this is the current thene or 
2, fad, however momentary. A "shotgun" approach does not offer a 


nr long-term solution. The challenge now is to create an Agency 
environment and employment climate where all races can flourish 
‘30 that our progress in this area will last sufficiently long _to 
. achieve and maintain the desired balance. Now that Agency offi- 
‘elals have finally reached a state of mind where there is a will- 


ingness not merely to talk about ERO, we can actually get on with 
a program. Toward that ond, we offer the following comments: - 
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a. in attempting to moct the challenge of increasing 
the number of qualified black enployces, we feel it in- 
perative that the best interests of both the Agency and 
the individuals be considered. This means hiring black 
applicants with solid potontial for epee it” in the 
Agency on & career basis. 


(1) Gur task would be sirple if we were 
interested only in increasing the nwaber of 
black.enployecs without regard for long-ters 
consequences. We have evidence of this ap- 
proach in areas of private industry where 
blacks have keen hired at relatively high 
salaries, given work of little substance, and 
no provision nade for their career dovelopment. | 
Disenchantuent has quickly followed. The indi- wa 
vidual feels he has been “had* and soon becones 
critical of the arrangerent. 

a 
: (2) Even if initial training or external 
schooling {s required, in the long run black 
enployess must be capable of handling increas- 
ing responsibility, of rising to challenge, and jh 
of competing for promotions with white counter- 
parts. In CIA we can accept nothing less. The 
type of black esployces we are seeking will de- 
mand nothing less. 


(3) We are in complete agreensent with Dr. vA 
Snowden on not lowering our ceploynent standards. 
This is not to say that there may not be differ- 
ences batween the techniques involved in hiring 
blacks and whites. As you know, for sone months 
nov wo have not included PATE test resuits in 
binck applicant folders. Interested conponents 
are referred to the Office ef Medical Services 
for a complete analysis-of the test results, 
inctuding background consideration. We believe 

& @ use of the FATB in this manner is sore 
conducive te our search for quality bleck appli- 
cants than was formerly the cass. 


- 
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b. Evory effort should be made now to exploit our 
new EEO receptivity. Tho enployment of black applicants 
will, by their presence, qualifications and skills, then- 
selves increase the receptivity and make it lasting. Fe 
are now in the process of attempting to ensure a continu- 
ing supply of qualified black applicants in a progransatic 
manner. Nonetheless, we are concerned lest an inpression 
be formed within and outside the Agency that "black fever" 
has us running in all directions simply to find some blacks 
for hire. Some examples follow, 


(1) We share your concern over the absence of 
biacks in higher level positions. Ke cannot make 
headway on this, however, by sinply identifying or 
even recruiting applicants for senior positions and 
forcing senior managemont to review applicants where sTaTINTL 
no vacancy or requirement exists. For example, wa | oTaTINTL 


had referred to us recently a rasuca a black 
ferale, currently a GS-15 
= an Gal can ate for e rector, HED or 


Wouan Coordinator. Tom Holnaes, who also reviewed 
the rosume, noted that both positions were encun-. _ 
30 bered. Our response also noted that the individual 
yw was ideally qualified for cortain senior positions 
ow in the Office of Personnel, but that these also were 
Q ncumbered. Lateral entry at the higher levels prob- 
Cy - : ably can be accomplished most effectively in the - 
ay technical/sclentific area or in a few other disciplines 
; where a well qualified black can bse matched against a 
, specific substantive requirement. Eventually, some 
ou go . Of these employees mey exhibit the general ability 
“ required to sove into sanior managerial positions 
pp vithin a careor service structure. Of the uany 
‘ ; aspects of our EEO objective, the inprovement of 


the blacks’ share of the higher grades {is one of 
g the more difficult and delicate and must be treated 


ay )ecarefully. Lateral entry at these higher grades, 
an except where a specific requirement is met, can 


. 


destroy the career aspirations of employees who 


oo 
nr tah have earnod the right of advancement to these 
Dee positions, even though they may be white. Denoral- 
Wr ization can quickly result. Such a practice would 
we. also have all the ingrodients of tokeniss. Even 
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the blacks thus brought in would probably realize 
that they entered the Agency at a level above others 
perhaps more qualified than they. Except in those 
few instances where specific requirements cannot 

be met and recruitment must take place, the steady 


4.and continuing solution to the preblem of black 
_ advancenent to senior positions is time and an 


- 


equal chance for blacks to be considered for pro- 
motion. If we are successful in developing EEO 
consciousness on a permanent basis, qualified - 
blacks will compete with others for advancement 
and they will properly move into the mid- and 
senior-level positions on their own nerits. 

The suggestion that we develop a minority 
group “summer intern" program is another example 
of a well-intentioned proposal, but one that 
creates more problems. Our response to the 
Deputy Director for Operations on this is 
attached for your information. 


{2) We like your suggestion that Agency employces 
contact faculty members at their alma maters. We 
would expect, however, that once such contact has 
been made, the "lead source" be turned over to our 
regional recruiter for further development and use. 
Otherwise, we have a serious concern. Unannounced 
and uncoordinated visits to college campuses by 
Agency employees tend to jeopardize longstanding 
relationships we have developed with placement 
directors, The placoment directors are jealous 
of thelr responsibility for knowing who is on the 
canpus for recruitment purposes. They are most 
sensitive to slights, even though inadvertent. — 

We ask, therefore, that when an Agency employee 
plans to visit s college for the purpose of estab- 
lishing or reestablishing contact with a faculty 
member, the employee first contact Chief, Recruitment 
Division, Office of Personnel. He, in turn, will 
advise both the appropriate college officials and 
the regional recruiter. If desirable, the recruiter 
stands ready to join the employee during the visit. 
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c.( Over the long navi) wo belleve that our 
recruitors Will providé the long-term solution to 


the Agency's black hiring problem. This Agency has 


’ been competing for quality enployees since its crea- 


tion and has done remarkably well. With the new 
receptivity to blacks and the intensified recruitment 
effort already initiated, we believe we can EOD 2 
proper number of qualified black applicants on a 
continuing basis, Attachment A shows the increased 
activity since the first of the year. Especially 
neganingful are the figures on the top and bottom 
two lines of the chart. In another three or four 
nonths, we will know how much of this activity is 
translated into actual EOQD's; we are presently 
optimistic. In this context, it is worth noting 
that the Agency's total requirements for new pro- 
fessional EOD's in FY 1974 is only 299. 


dé. We are in basic agreement with Dr. Snowden 
about recruiting fron a substantive base. Inter- 
viewing for technical, scientific, and advance 
degree positions can be done well by those Agency 
enployees haying substantive job knowledge. For 
many years representatives of OER/DDI have accom- 
panied our recruiters to the college campus. Repre- 
sentatives of OTS/DDS§T have recently accompanied 
two of our regional recruiters on extensive trips 
throughout the country in their search for qualified 
engineers. There are other examples. In addition, 
our recruiters keep in close contact with the offices 
to whom applicant files ultimately will be directed 
and work from written recruitment guides that specify 
job requirements in detail. 


e. We were delighted with Dr. Snowden's interest 
in our co-op and summer intern programs. Our Coor- 
dinator for Co-operative Programs has been making a 
massive effort during the last year to establish a 
solid working relationship with predominantly black 
schools that co-op in our areas of interest and those 
non-black schools having a large proportion of black 
students. Much developmental work has been accom- 
plished. Again, initial results are encouraging; 
but it will be several months before we can realisti- 
cally evaluate our efforts. The objective here is also 
to create a series of relationships that will ensure a 
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continuing supply of well qualified and notivatod 
black co-ops able to conpete with their Agency peers 


3 April 1974 monorandum to the Deputy Director for 
Operations, 2 Copy of which was forwarded to you, 
ve set dow our thoughts on the Agency's Summer 
Intern Program. (See Attachment B.} They are 
stnilar in nature to those concerning the Co-op 
Progran. 


€. We have been thinking for sone tise of an 
outside panel of the type suggested by Dr. Snowden. 
We suggest that such a panel be deferred for a few 
months until we have an opportunity to assess the 
success or failure of our current processing of 


illing to conclude that the steps already initiated 
ensure a continuing supply of qualified blacks 

sre the right ones and that these nay be depended 
upon to provide black candidates who can success” 
fully compete with white candidates for the relatively 
few requirements that night be set for FY 1978. In 
any case, wo would have a different point of departure 
for panel consideration. 


Y Margie If sufficient numbers EOD, we Ray be 


é g. We recognize that personnel reductions suffered 
to date in FY 1974 and contesplated for 1975 are an 
obstacle to our EEO objectives. It will udoubtedly 
be difficult for components to place black applicants 
at a time when they may find it necessary to declare 
surplus employces who, except for ceiling reductions, 
could continue to produce effectively. We understand 
that you have already indicated te the Deputy Director 
for Managesent and Services that surplus programs should 
not be considered merely to meke room for black appli- 
cants, and we agree wholeheartedly. So jong as we can 
ensure the continuing availability through recruitment 


' of a responsive nunbor of black applicants who can 


compete Kith anyone else for available positions, and 
50 long as components maintain their current willing- 
ness to consider biacks, wo believe that the Agency's 
progress in the hiring of blacks will be steady and 
continuing. 


h. Dr. Snowden also commented on the recruitment 
of blacks who attend non-black colleges. As a matter 
of fect, we have long recognized this, and the main 
thrust ef our black recruitment effort to date is at 
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non-black colleges. Over the years our regional 
recruiters have developed excollent working relation- 

ships with placement directors, department heads, and 

key gtaduate school advisors at all of the major uni- 
versities in tho country, We are now onphasizing to 

thea our desire to interview black seniors and graduate 
students in those disciplines for which we have require- K 
nonts. Furthermore, the recruiters are intensifying Ss 
their contacts and sources in these circles and thol 

efforts are beginning to bear frult. 


4. To sumumarire, we believe that the new EEO énsciousness 
prevalent throughout the Agency provides a unique Opportunity 
for the Agency to resolve its {setorical problew of inadequate 
black enployment. At the sane tino, we must a¥oid any solution 
" vt ,which emphasizes numbers and not quality.’ The Agency's recruit- 
Oo” ment force should be considered the primary/mechanisa for locat- 
‘ ng and identifying qualified black applicants. This does not 
mean that other efforts showld not be used, but they should be 
\ coordinated with the Office of Personnel to avoid uncontrolled N42 
-’ or independent actions which could, in the end, harm us. Our ‘oO - 
suggested approach to the challenge of Incressing black repre- 
KY sentation in tho Agency can best be summarized by the following 


y objective: 


4 2 
. “To plan and initiate an Agency progran that 
: will foster a positive relationship with individuals, 
institutions, organizations, comsunity elements and 
the like, for the purpose of insuring a continuing 
source of qualified professional and technical black 
applicants, with growth potential, for CIA exploynsent 
consideration.” 


Attachment C lists the steps we have taken in the last several 

months with that objective in mind, With some progress already 

mide, we are optinistic that these steps will result, curing 

the next six ta twelve months, in an acceptable EOD black hiring 
& rate within the constraints of Personnel reductions. 


Be - | | “SNBY) Fwy Lif canagy 


F, ¥. HN. Janney 
Director of Personnel 


Attachments 
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